Refractive surgery has been the second most common surgical procedure after cataract surgery in the eye health field in Indonesia.
myopia are the highest in Asian countries and the lowest in predominantly white populations such as the US and Europe.
Gazzard et al, reviewed that a study done in Sumatra, Indonesia, supported a hypothesis that suggested myopia was an increasing health problem in youngsters throughout Asia, including rural areas of Indonesia. (APBN). Some data show that 10% of Indonesia school-age children experience refractive disorders. Furthermore, myopia has a great impact on public health and socioeconomic well-being. Sight disturbance brings impact for productivity and mobility of the patients, family, society and state.
Though myopia is a common condition, the exact underlying causative mechanism remains unclear. It seems that both nature and nurture play important roles in the development of this common ocular disorder. Genetic factors have been emphasized in various studies. Because of rapidly increasing prevalence of myopia among school-age children, there is debate regarding whether the cause of myopia is due to genetic or environmental factors, such as frequent exposure to computer screens or handheld electronic devices and educational-load stress. These disorders can be corrected by using eye glasses, contact lenses, or undergoing LASIK surgery.
LASIK is Laser in-situ keratomileusis, a type of laser surgery used to treat myopia, hyperopia and astigmatism. This procedure helps to correct the shape of the cornea, enabling light to be focused onto the retina. This allows clearer vision while reducing or eliminating the need for glasses or contact lenses.
The availability of eye clinic with LASIK services across Indonesia faces some challenges which one of them, patients' affordability to pay the medical cost, will be discussed in this article. A new business model with payment scheme which helps patients to access the LASIK services described below has been implemented in Jakarta.
In the process of planning this new business model of eye clinic, several essential business planning components are incorporated as listed:
1 Understand that many people with refractive disorder cannot undergo Lasik surgery due to the expensive medical cost we develop a business plan to build Lasik eye health services which different from the existing eye clinics by changing the paradigm of Lasik eye health services: LASIK services is not always expensive and exclusive. Based Indonesia's Ministry of Health data in 2011, the projection of refractive disorder patients is about 4,6% of the total population. The number of people with refractive disorders in West Jakarta, especially in high schools, is approximately 1778 children. On the other hand, in 2016, according to suppliers' information, there were only 3 well-known eye care services particularly in Lasik surgery service in Jakarta. There were 120 patients undergoing Lasik surgery a month and 1440 patients undergoing the same procedure in a year. It shows there is a significant gap between the number of people with refractive disorders and the availability of eye care services with Lasik surgery. There are many people with refractive abnormalities, but there are limited eye care services of Lasik surgery in the community. It can be interpreted that providing services of Lasik surgery has great potentials and the business can continue to grow in line with technological advancements. So, business of Lasik surgery service has the opportunity to develop. It is important to identify the target customers, assess the market size and the potential growth, and find ways minimizing weakness and maximizing the strengths as well as knowing the existing opportunities to deal with threats that may affect the existence of this business. The type of analysis used is Porter's five forces analysis and SWOT for analyzing the local market in Jakarta. The largest pressure sequence of the five force porter to the Lasik Center is threat of substitute products or services. Many people with refraction disorder do not undergo Lasik surgery due to expensive medical cost and feeling scare of the procedure. Choosing to wear eye glasses or contact lenses are still best options for the patients.
Another pressure sequence is bargaining power of health care services buyers. The customers have the bargaining power to choose which LASIK clinic they want to visit.
There is an intense rivalry among existing competitors since people in the community are already familiar with the existing LASIK clinics.
However, the pressure from bargaining power of suppliers is low because supplier will participate as the investor in this LASIK center.
Threats of new players are also still low because it takes a lot of investment to develop a LASIK center and, the most significant one, there are not many experienced human resources in LASIK business yet.
The substitute products to replace Lasik procedure such as eyeglasses or contact lenses are still the main choice for people with disorders refraction. The cheap price of eyeglasses is a deciding factor for most people to choose this product.
Ying-Feng Zheng et al showed that higher socioeconomic status (e.g, higher education and income level) was not associated with higher expenditure on myopia, suggesting a lack of association between income elasticity and demand for myopia correction. The younger age of onset of wearing glasses was the only significant factor that was associated with increased cost. This is expected, as adults with younger age of onset of wearing glasses have a longer duration of disease, and, thus, longer duration of treatment, such as changing the spectacle prescription on a regular basis. Refractive surgery is now the second most common surgical procedure after cataract surgery. (26) The direct medical cost of laser refractive surgery is SGD$ 4891 per patient, seven times higher than the costs of refractive correction. Based on the assumption that patient who had undergone laser refractive surgery did not have to pay for refractive correction, Javitt and Chiang (28) found out that laser photorefractive keratectomy (US$ 2000 for each eye) was financially equivalent to wearing daily-wear soft contact lenses for 10 years in the United States. In our cohort study, nevertheless 28,6% (2/7) of Lasik patients still had annual expenditure on spectacles for their distant vision. The procedure of LASIK surgery is more costly compared to eyeglasses or contact lenses. Nevertheless, LASIK procedure is permanent, and the procedure doesn't need to be repeated; whereas the patients who choose to wear eyeglasses or contact lenses have to change them periodically. The buyers (patients) have strong bargaining power because many people can choose any LASIK centers they desire. In Jakarta, there are 3 eye health services providing LASIK services. They should be taken into account. The main difference comparing to other LASIK eye health services is the price of LASIK procedure.
The price of Lasik surgery offered will be below the competitor's price, with the installment program, about 1615 US$. The rivalry among existing competitors is quite intense because the brands have been well known by the people. Besides, the tendency of loyalty to visit the same doctors who conduct practices in those Clinics drives patients to undergo the LASIK surgery there. The bargaining power of suppliers is still low. The supplier will participate as investor with agreement that all LASIK machines and consumables goods used for LASIK surgery will be provided with special prices. The threat of new players is also insignificant since it requires a large amount of investment to establish one LASIK center. Furthermore, there is still limited amount of human resources who have skills and experience in LASIK surgery. Some of the components of competitive analysis are: identifying the strengths, weaknesses, opportunities, threats, determining the financials etc. Aaker (1984) has proposed a model to rank the business against its competitors using the key success factors (KSF). Once the various conditions under KSF is decided they need to be graded, the weights allotted should some up to 1. Once the weight has been allocated, the strength rating is allotted to each KSF ranging from 1 (weak) to 5 (strong). The calculation of the firm strength; the strength rating of the corresponding KSF is multiplied with weights parallel to it. The final rating denotes the overall strength. The higher the rating, the higher the overall strength is. With the reference to Table1, it is seen that entrepreneurs business have a middle rating and hence it is better than competitor C. Design and development plans are needed to show the stages of product planning, graphs of development in the context of production and sales.
The LASIK business that will be built has a strong competitive position and high market growth, because it is in the competitive quadrant. The competitive strategy includes market development, market penetration, product development, backward integration, forward integration, horizontal integration and related diversifications.
The market penetration is implemented by conducting continuous promotion and offering the affordable price of Lasik surgery, and flexible payment terms.
In this segment, the strategies are formed to decide how to reach the customers, how to capture the attention of the potential customers, what kind the massages needed to get a response motivating the potential customer to come and get LASIK services that s/he wants. Since the marketing plan is associated with costs, it is essential to select the methods that give a higher impact. The methods can include paid advertisement using social media, sales promotion, personal sales, magazine and radio to promote this LASIK eye health service that offers an effective and flexible payment scheme with well-experienced human resources in LASIK surgery and the use of state-of the art LASIK equipment.
The operational plan will focus on the logistics needed by the clinic such as various tasks and responsibilities of the management team, how the inter-departmental assignment procedures established in the clinic, as well as budget and expenditure requirements related to the clinic's operations.
Operational Plan: 1. Business establishment preparation planning; 2. Location and clinic lay-out planning; 3. Medical devices planning; 4. Consumable items planning; 5. Patient flow planning. The financial plan is the main section of the business plan as it integrates all parts of the business, namely: the marketing plan, operational plan, and other details including the expected financial outcomes. The estimated revenue is calculated from the expected sale volume and the target price. In calculating the projected revenue and sales, the sensitivity analysis is used to understand more about how far the financial analysis is able to confront the changing factors that influence it.
The sensitivity analysis is carried out by creating 3 revenue recognitions: 1. Pessimist = 6%; 2. Normal = 8%; 3. Optimist = 10%. The payment of dividends will be distributed at the end of the third year as much as 80% of the net profit of the third year after the tax, and the rest will become the retained earnings that will be used to fund the expansion plan in the next 4 to 5 years. In addition, the payment of the dividends is also to give the investors the flexibility making use of the profit of this business. Return on Investment Ratio is ratio that calculates the profits of company in producing the income statement of the stakeholders. Source of funds comes from 3 investors, one of which is the distributor of LASIK machine. In order to be more efficient, this new business model of LASIK eye clinic works with the existing eye clinics that do not provide LASIK services.
Another factor that influences finding is the people who are associated with the business. It should include details as follow:
1. The prior experience of the team members; 2. Their achievements; 3. Reputation within the business surroundings; 4. Their knowledge, skills and abilities; 5. Commitment towards the set-up; 6. The strengths of the team as a whole; 7. The team's viewpoint. The strength of this LASIK business model lies on its human resources who are experienced and qualified and with good reputation in the business.
CONCLUSION
With all the considerations of the analysis component business plan to build LASIK eye health service that offers an effective and a flexible cost, with experienced human resources in LASIK procedures, use LASIK machine with state-of the art technology, this business will have the opportunity to develop quickly in order to meet the needs of patients with refractive disorders.
The potential market for this New Business Model is wide-open. The next challenge of how to use BPJS-scheme for Lasik procedure should be analyzed further in order to achieve Indonesia's goal on Vision 2020.
